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ABSTRACT , 

This booklet is part of a self -instructional prograe 
designed to tAtin public school personnel in hov to aanage 
educational p]^||pcts. It is/ a condensed version of the lessons on the 
preparation phase of project aanageeent presented in full in aodule 2 
of the prcTgraa. This booklet focuses on the iapleaentation and 
start-up activities that aust occur iaaediately after a project has 
been approved. The lesson identifies and gives exaaples of aaior 
activities involved in preparing to put a project into operation.^ It 
also focus^ on the iapleaentation of the aajor coaponents of a 
project inforaation systea, includinor disseninatioh and the 
fornu^lall^on'' of a aanageaent responsibility chart and an 
organizational chart for personnel, A short' posttest concludes the 
lesson. (Author/JH) 
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The Project Management Cycle la broken oi^t Into four phases: 
0 Planning 

• Preparation 
, Control 

# Termlnatl^ 

vThe planning phase Includes such activities as defining the project 
by devising a work breaks-down structure and work flow', securing 
time estimates, establishing a list of resource needs'IiRnd deriving 
a budget. The output of the planning phase Is a project plan or pro- 
posal. Often, in education, this project plan or proposal Is submitted 
to a state or federal agency for approval and furidlng. "Sometimes*, 
the plan Is submitted to a superior within the local lichool district or 
educational agency for approval or "a go-ahead." 



Once the project plan has been approved. It Is now necessary to con- 
du.ct implementation and gear-up activities. Such activities Include 
project or contract review, hiring personnel, delineating organiza- 
tional structure and responsibilities, designing a reporting system, 
obtaining needed equipment and materials, securing space and Es- 
tablishing the project i n'for niation system. 

f 

The Preparation Phase of Project*^ Managen\pht Is Involved wl'th the 
coordination and pulling together the many diverse but necessary 
activities which follow as a result of a project plan or proposal being 
funded and/ or approved. 



OBJECTIVES 



\ 



Upon completion of this lesson on Project Preparation, the user 
should be able to: " " t 



1. Identify the major actlvltl<>8 Involved In preparing to put a pro- 
ject Into operation* 

» 

2. Identify the essential components of a project handbook. 

3. Deyelop an organizational chart for project perionneU 

4* Develop a management responsibility chart for a project. 

5* Identify the major components of a project Information system. 

6. Identify the basic elemeats of a project data base. 
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LESSON ABSTRACT 



There are two, basic tasks Involved In projec.t preparation: preparing 
to put the project Into operation- - start-up activities - and developing' 
the project Information systenn. 

t 

A project start-up plan should be developed as well as, th« pj-pject 
Infornnatlon system, prior to the Initiation of project kctlvitles. 
Careful .planning and preparation at this stage can prevent mat^y 
problems and delays in project operations. 



CONTENT OUTLINE 



A. A plan for project start-up should be developed. 

1. The plan should cover proposal and contract review, project 
manager appointment, personnel recruitment, equipment and 
materials acquisition, space and facilities acquisition, and 
project handbook development. 

2. Th^e ability to implement the plan Is affected by the lead 
time available between the approval date and project start 
date. 

B. " Proposal and contract review often results In changes In areas 

of performance, objectives', schedule, budget manpower require- 
ments, and performance specification*. 

C. A project director should be identified and appointed early. He 
' must bfe given the authority and responsibility to get the project 

underlay. < 

I 

D. PersDnnel recruitment should be planned. 

. 1. Personrtel requirepient should be listed^ 

2. The project stajff and district should be oriented to the project. 

3. It may be necessary to conduct needed ataff training. 



IC. Kquipment and iinaterials acquisition ahould be pla'nnecl, ^ 

' L Equipment includes direct cost items necessary to project 
^ opcrationy but t^ot normally consummaible. 

Z. Materials are direct costMtems but usually viewed as con- 
sum ma hi <i* 4^ 

l'\ Space and lacililieH acquisition should be-planned. 

1. It is important to have an adequate and pleasant work space. 

s 2. Desks, typewriters, storage cabinets, and related items to 
be secured should be identified^ 

G» TUq project information system serves to: 

t 

1, Reflect actual progress against planned project status at 
any given time. 

2* Provide a means for general communication as well as 
spi^cific techniques of reporting. 



I K The ei)n^ p()!UMit s of a proji*rt information system arc: 



1. Data base 



2. Organizational chart aiid related documents 

3, l^roject handbook or manual 

1. The data base is developed using a number of" principles 

I. The (lata to be included cotne froin planning decisions, 

concernii^g the time, cost, and per formance Tor the various 
tasks. ^ 



The proposal docvitneiit and negotiated contract are used as 
a data source. 

Tlie data l)ase will be dynamic^ not 8tatj|c, to reflect changes 
in project operations. 
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4. Written records are developed for each task showing time, 
cost, and performance data. / 

' ( 

5. Processing of data can be dope manuaUy or by computer ' 
depeiidlng on the degree of complexity. 

" \ ' ' 

6. Reports are the principal vehicle for presenting, data and 

Informatlotl 'to the project director and staff. 

Oyganizatljonal charts and related documents are developed 
using a number of principles. 

1. The Project Organlzatfonal chart Is created to show 

authority an^ responsibility patterns and to Identify decision 
center^. 

/ 

2- The Written Job Descriptioge are derived from the organic 
zatlonal chart and typically show: 

a. Position title 

b. Duties 

c. Resonsibllity and authority 

3. Management Responsibility Guides aU constructed In matrix 
form to show responsibility for project" tasks. 

a. The columns usually represent positions. ■ 

b. The rows usually show tasks. 

c. The matrix cells Indicate typos of responsibilities for 
project tasks. • 

^' Flow and Process Charts are developed to reTV^t movement 
of data and reports In and out of project decision centers. 

The project handbook or manual Is a basic element of the" 
information system.* ' . • 
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K The handbook coivtalnff the or|[anlzational chart, flow charts, 
responelblllty guides, ahd policy and procedures statements* 

2. The handbook is revised as components of project Inforiiintfon 
system are modified* 

3* It should be distributed to each staff member* 

«' ' ■ . - . ' 

A project information system i6 essential to operational control 
of a project. 
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PROJECT STAkT-UP 
EXAMPLES 



Exa triple A ' ^ . 

Project X in Jones vlUe Local School was about to begin a pro- 
ject designed to change the attitude of students and staff In three 
bullrings. The project proposal "stated that "space sufficient to house 
the project staff and required facilities and osulpment will be rented 
In a local business office building, " since space Tvas not av^lable (n 
the schools to house the project staff and requlrted facilities and, 
equipment. No more' consideration was given to this Item untll word* 
was receive^ that the project was fun^ded and could start In six weeks. 
At that time, th^ superintendent did not begin to look for project 
office space, but waited until two' weeks for the scheduled start of the 
project. When he did begin to look f of office space, he found that 
none was available until the end of the next month. Consequently, the 
project begun one month late 'due to the failure to Initiate project 
star,); -up activities early. , ,^ ' , . / ^ 

. ' u 

Example R ' 

* • 

J^roject Y In Smithvllle City Schools began^as scheduled. ^One of 
the early'proje'ct work cunlte required the assistance of a consultant" 
from the nearby university. No attempt, hox^ever, was made to as- 
certain his availability unlll one week before his help was needed. 
Unfortunately, the professor was scheduled to be ou^-of-toWn tiie week 
he was needed and heavily booked the f^lowlng week. Consequently, 
project operations were held up for two weeks while waiting for his 
services. 

Example C 

Project, Z In C^rangevlUe City Schools was nearlng completion of 
its first year of operation.. In Qjrder to receive continuation funds,, 
for the second year, the finding agency w^as requiring eviiluative data 
regar^ding pupil achievement .according to'^thef project objectives* 
Eight mohths after the start of the project,, the project director hired- 
an evaluatloVi specialist to design the necessary evaluation instruments. 
It was discovered, however^ that it wias impossible for the evaluation 



specrii^ist to design InstrqmentB to mea^ilHte^pupll attainment of the 
projocV. objectives aince'th© project objective* were written without * 
referenc^ato any performance^ criteria or ^peclflx^atipns. For 
example, one^^^e^^^actlve 'stated that ^he project would "produce students 
who are highly stimulated fco go ah^i^d on their own whenever possible. " 
Consequently, th^ project staff had to take time out to create new 
project objectives th^t included performance^ specifications and were 
congruent with, the activities conducted during the first year of the 
project. Then they had to hope the funding agency would accept their 
"after the. fact" changetJ, / . * - . • 
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- PROJECT INFORMATION SYv«5TEM 
DEVELOPING AN ORGANIZATIONAL C3HART 



DIRECTIONS: Read the description shown beloW from part of a 
proposal or project i^lan. This ife hot a complete proposal; ^t is in- 
tended to give a brief overview. After reading the partial plan, 
.proc'ee^d 1;o the next page.' , < 



^ ■ INDIVIDUALIZED READING PROPOSAL 

'■ ' . ■ . ■■ 

SUBSECTION II1-PR6gRAM ACTIVI TIES 

• ■ ■ 

This ESEA propos^al-is co>icerned with the establishment of an 
Ijidivi dualized R-e?ding Labor ^to:ry to meet the special education needs 
of educationally deprived children from grade three through six in the 
following elementary schools. , ^ • 

Melrose Hudson Li'nden Armstrong " Washington 

The primary:concern pf this proposal is with chi).dren who suffer 
from a dual disadvantage: Academic and Fiscal. 

» * ■ ' — 

It is this proposal's intent to improve the learning climate for 
these Children in a rapid\ef.rective manner. A secondary purppse of 
thifi proposal is to train teachers and aides who have little or no 
experience in Individualized Reading, 

Brief Description: " 

^ Reading classes will serve children in grades three, four, five, 
and six. Children in sniall groups ilO-,.14) will receive individua^l ' ' 
instruction in a laboratory type setting,. After identification of the 
child's Weakness through the utilization of diagnostic Instruments, the 
teachers. will develop an individualized presc;ription from a wide variety 
of learning maberials to overcome his .educational »veaknes8 in the area 
of reading. - ^ • . •'; , * 



\ Those children evidencing the n\08l severe dellcletices lix 
reading ^Ul be transported to the /'BarrleV Analysis Centers-/^ for 
Intensive diagnosis. Upon compilation of the^lagnostlc process^ 
Individual remedial prescription will accompany each child as they 
return to th« home school Reading Lvaboratory. 

1.1 , SypJECT. TO BE TAUGHT: IndlvldaaUaed Reading 

4 \ ' ^ 

1.2 GRADE LEVELS' * ^ ' 

• * - * 

3i'd--12 5 putoUf ^ 3th--50 puplU Total- - 350 pupil 

4th~-125 puf^B 6th--50 pupils *. • 

, SUBSECTION III--QISSE MINATI QM 

■ — r ^ - " - 

The Jonesville Schoot District views dissemination as a twofold' 
affair. First, there must be local efforts in order to build locaf sup- 
port^fot- Innovative programs. Secondly, there must be effort beyond ^ 
the local In order to -spread Information of successful programa* 

« ' 

Local Dissemination : ^ 

Periodic news stories will be released to local press and radio* 
An attempt will be made to place several feature stories at)put the 
program in the local press and on local radio. 

Progrdtri spokesmen will be made available to PTA and other 
groups. We will actively encourage building principals to make use, 
of these spokesmenl 

Program personnel will carry out some dissemination activities 
with* school personnel and community pepple as part of their everyday 
activities and other work done by these personnel and , community 
people as a part of their everyday activities; All work done by these 
personnel will be identified as federally funde^ under £SEA 'title I. 

The School District will prepare and distribute- a brochure on the 
program. 



St>te alid »atLonftl DisBemination t 

* The brochure mentioned under locaA dlsf eminatlon will be 

' ■^•available fdr wldter distribution. , 



" Progracn i^^nd other peVepnnel "will be available for work at state 
and hat^onjal confereticep..' "f Ijey will, In thct, seek out the opportunity 
to apjpcA^ on.ps^nelft af such conferance?. 
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PROJECT INFORMATION SYSTEM 



. ^ — ■ — B 

DIRECTIONS: Study the project budget shown below for the proposal 
from the previous page. An abbreviation for personnel roles in the 
project are shown immediately following the position title. After 
studying the budget, proceed to the next page. 



INSTRUCTIONAL. (200) 

. 'J 

210 Project Manager (PM) 
' 211 Communication Specialist (CS) 

212 Reading Supervisor (RS) 

213 5 Reading Teachers (RT) 
218 5 Teacher Aides (TA) 
222 Materials and Supplies 
224 Audio- Visual Materials 

TOTAL INSTRUCTIONAL 

FIXED CHARGES (800) 

831 Retirement 

832 FICA 
834 Insurance 

TOTAL FIXED CHARGES 
TOTALS 



Salaries Others Totals 

$ 12,000 
10, 800 
10,800 
.46,000 
15,000 

$ 13,369 

2,000 

\ 

$ 109.96^ 

% 

9, 460 
*■ 4,730 
1,600 

15,790 

$ 94,600 $ 31, 159 $. 125, 759 
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PROJECT INFORMATION SYSTEM 



DIRECTIONS: \\n\n^ Ihc partial propoaal pfan and the peraonnM shown on the budgtst, 
aa«l«n staff a primary rt^aponaiblllty to th« functlona (tasks) listed below by putting a 
"1" In the appropriate matrix celli ' 



— ^ — \ 

\. manaulnR thb project , ^ \ 

- ^ . 1.. ... 2:::uJ 1 












2. developing of program brochure 












'\ HnAAklntr to achool and con^munlty groups ' / 












4 ijvorWiTio in regional.' state, and national conferences 












3. rele^slnf^ news article? to n«^we riiedia 












. \ ^ , _ . — • — 

6. planning reading activities " « 












7. teathing reading 












H organizing the readJnK materials center 












9. operating the reoource center (day-to-day) 












10. maintaining Individual students skill mastery and 
behavioral records 












11 developing strident before and after attitude tests 












\^ administering placemeiU, achievement, and attitude tests 












13. developing teacher and aide response journi^ls 












14 maintaining teacher and aide response journals 












15. coordinating with supportive servlceg 












16 developing and operating the in^ervlce training program 












17. involving;. parents in the reading program 












18. ordering supplies and ocjuipment 













CODE ' . 

I ^ Primary Responflibility - Individual Is directly 

responsible, at the operating level for execution ol 
fMnction ' 

Z - Must Approve - Individual must grant approval 

3 M ust Be Notified - Individual must be notified of*" 
action taken. 

4 > Must Be Consulted - Must be consulted before 

actions are taken. 
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PROJECT INFORMATION SYSTEM • 
Organizational Chart 



DIRECTIONS^ . Complete the organizational chart belo^v such that 
the 5 posltlojriB (i^'oleo) and 18 functions are accounted for f^om the 
Management Respopalbillty Guide from the previous page. Use the 
utiderllnedAvords and abbreviated titles of personnel as shown on 
the prevlousVpag©, 



1^ 

PM ' „ 

,1. m$tnaglng the project , 
15.' 



PROJECT INK^RMjATION SYSTEM 
Suggeetgd Organization Chart 



I 



- PM 
1. manages the projefct 



15. coordinates sujipomv© services 
18. orders supplies and equipment 



CS 

2. develops brochure 

3. speaks to groups 

4. works in conferences 
* 5. releases rews 

17. involves parents 



I 



I 



RT (5) 
7. teaches reading • 
1-2. administers tests 
14. maintains journals 
17. involves pare.nts 



RS 

6. plans fea-dlng activities 

8. organizes materials center 

9. operates resource center 
11. develops tests 

13. develops j ournals . 
16. develops/ operates inservice, 
training 



coordination/ 

communication^ 

link 



TA 

10. maintains records 
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poJt test 



What Is the major task the project manager In project start- 
up? : * - . 

A. Recruitment and employment of project personnel ' ^ 

B. Preparing the project budget 

C. Improving project operations by establishing "in Information 
system 

D. Orientation of project staff ' ^ 

J What factor usually has a strong Impact upon, the succesaful 
Initiation of t}fke project? 
/ 

A. Lack of necessary compute i|i facilities 

Time Interval between the approval and the actual start-up 
date of the project 

C. Inadequate tljne to review the project proposal ' * 

D. Lack of competent research staff 

What Is, the commonly Identified procedure or operation used In 
knowing what Is happening in the operation of a project? 

\ 

A, Project ^proposal 

B. Project budget 

C. Project Information system 

D, Project final report 

What method is most often used to communicate information to 
personnel about project status? 

A. Workshops 

B. Orientation programs' 

C. Newsletter anci briefings 

D. Report forms and charts 

Why doe^ the project data base have to be continuously updated? 

A. To keep up with changes often made in schedules, costs, and 
performance. 
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Ba To make a bettter project final report 

C. To keep the funding agency up-to-date 

D. To save project records 

'Why are manageliient responsibility guides often develo^ed?^ 

A. To facilitate schedulinrg " ' 

B. To j8how budget reporting procedures * ^ 

C. To establish the authority and responsibility for project 
activities 

D. To assist in personnel recruitment , ' 

What is the basic or principal function of the pjroject data base? 

A. To collect information for writing the project final report 

B. To accumulate informat^n regarding the b\idget 

C. To accumulate background ihformation'about funding source 
^ operations 

D. To accumulate, In one placefaTl^'of the schedule, budget and 
performance decisions made during the planning phase 

Whaf Is the a^iain purpose of a policy and procedures handbook? 

A. To facilitate the project manager's decision- making during 
project operations 

To inform project staff about budgetary procedures 

C. To improve project operations and stjaff morale 

D. To provide more information about fjfiture activities of the 
project 

At what time in the project life cycle should the project policy 
and procedures handbook be developed? 

A, When tl\e decision to write the project proposal is made 

B. Upon completion of project definition 

C. During the project start-up phase 

D, W.hen the project is funded 

What phase of the project life cycle is concerned with the quejs- 
tions, problems and procedures of getting the project underway? 

A* Planning 
B. Preparation 
C* Organization 

Operational control 
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PRE - POST TEST ANSWERS 



>RE-TEST • POST TEST 



1. B , — ■ 1. * -A 

■■■>.* • ^ 

2. A ^ 2. ' B 

3. C 3. C 

4. ■ B- 4. D 

5. .C • 5. A 

6. C •' '6^. C 

7. D 7^ D' 

8. ■ D • 8. C 

9. C 9. C 
10. A ■ 10. B 



1 » 
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PROJECT INFORMATION SYSTEM 
Managcmeot Responsibility Guide 



DIRECTIONS: Using the partial proposal plan and the personnel shown on the budget, 
assign staff a primary> responsibility to the functlpns (taskjB) listed below by putting a 
"1" in the appropriate matrix cell. 



JN O. A C TI vItI ES / fun C TION S / TAS.KS 



^/&/^/4'./f^ 



' — ■'-^ ^^^^ — ■ — . — ■■ ■ ■ — 

!• ' man&j^^ng the project 












2p develbpinfj of program brochure , , 












•J. speaKing to scnooi ana community groups 

^ ; : r- ■ L 












^« worKipg in repionai., ptat^^ cinci tianonai conierences 












XC^LviSCl-OLilIc Iiv? W D clXLli^LC^C} \,\J lltz W □ 1 1 1 ^ I 1 ci ' 












v/« LILmillLllIc XC:7ci^Jl.l4^ dV^llVlLlv^D 




















• 














1 


/• opt3ia.Liiij^ inc itiDomcf^ cciittii ^ticiy — to — oay^ 












lu. n I axnia I ni n g incuviciuai atutKjnts SKiii iTiaStcry ano 
behavioral records 












IK developing student before and after attitude tests 










\ 


^Z. administering placer)ient, achievement, and attitude tests ♦ 












13. developing teacher and aide response journals 












14. maintaining teacher and aide response journals 












15. coordinating with supportive services 












16. developing and operating the inservice training program 












17. involving parents in the reading progTam 








' 


j 


18. ordering supplies and equipment 













CODE 

1 ~ Primary Responsibility ~ Individual is directly 

responsible, at the operating level for execution of 
function * 

M ust Approve - Inc^ividual must grant approval 



3 - Must Be Notified - Individual must be notified of 

Must be consulted before 



action- taken. 
Miist Be Consulted 



actions are taketi. 



